Rick knew this had been done at other Universities and yet he also knew there would be numerous considerations for accomplishing this endeavor at USF. Regardless, he saw this as a potential win-win. He believed there could be several advantages for the credit union as well as for the students who become integrated, educated, and trained in the financial practices of the credit union. He had already reflected on potential impacts to existing employees, training issues, recruiting opportunities, new models for student/personnel development yet was concerned about moving too quickly. There were many decisions to be made during the plan to move forward.
Some of the decisions would revolve around training issues. Just how would the training be organized? Would training/education be shared between the college of business and the credit union? What role must the credit union take and what could be done in the business college? Rick recognized that there would likely be privacy concerns. How would the credit union convince stakeholders that students would not present privacy concerns? Other questions arose regarding evaluation of just how successful this joint venture would be. The dean expressed the desire to show increased operational efficiencies at the Credit Union with college of business students. What would be the actual measures of success for the college of business and the USF federal credit union? Would a new model for member service representative / teller be a viable alternative for the future student manned/managed branch?
Rick was cautiously optimistic that all of the challenges would become opportunities for the USF Federal Credit Union and the College of Business and the University of South Florida.
This case was prepared for the purpose of class discussion, and not to illustrate the effective or ineffective handling of an administrative or classroom situation and is copyrighted by the Informing Science Institute. Permission to make digital or paper copy of part or all of these works for personal or classroom use is granted without fee provided that the copies are not made or distributed for profit or commercial advantage AND that copies 1) bear this notice in full and 2) give the full citation on the first page. It is permissible to abstract these works so long as credit is given. To copy in all other cases or to republish or to post on a server or to redistribute to lists requires specific permission and payment of a fee. Contact Publisher@InformingScience.org to request redistribution permission. The credit union movement originated with the idea that members of a community could increase their standard of living by pooling their financial resources and making loans to their neighbors and coworkers. Credit unions are basically community-based banks that operate as a cooperative. Functioning as a cooperative, credit unions are member owned and are operated for the benefit of its members.
The first credit unions originated in Germany about 1849 to find alternatives to various loan sharks of the day. The credit union cooperatives were founded to assist the working class in their efforts to gain better financial services. It was estimated that by 1913, 2 million Germans were members of credit unions, most of which were in rural areas with communities of less than 3000 people. The movement defied opponents who argued that poor Germans would not repay their loans. Serving a clearly defined group of members-who were both customers and owners-credit unions were able to provide a portfolio of services tightly focused on member needs. These included asset-based loans (e.g., car loans and mortgages), credit cards, interest-bearing savings and money-market accounts and nofee or low-fee checking accounts. Because most credit unions were local, they tended to provide hightouch service out of local offices, rather than moving rapidly to Internet-based banking. They were, however, generally able to achieve a national presence through reciprocal relationships with other local credit unions. Our Credit Union is a financial institution owned and controlled by Members for their benefit that:
The USF Federal Credit Union
• Delivers superior service in a friendly and courteous manner with respect for the worth and dignity of all its members • Promotes thrift and the cooperative ideals of the credit union philosophy • Offers loans and deposit accounts at competitive rates and high quality financial services at fair prices for users of those services • Maintains long-term financial stability to insure security of member deposits • Is a responsible member of the University community USF Federal Credit Union had performed relatively well during the challenging national and global financial crisis from 2008-2012. Key financial indicator trends and growth trends were important to assess the long-term performance of financial institutions, including credit unions. Some key indicators with data through December 2013, shown in Exhibit 1, included comparisons of USF-FCU with their peer group and with the national average. The peer group consisted of those credit unions with approximately the same asset level. Specifically:
• Net Worth Ratio. This indicated the stability of the credit union. Typically, larger was better. National averages were around 10 percent. If assets grew and Capital did not grow proportionally, then this ratio would decline. Obviously, the lower the percentage, the more efficiently the company appeared to be performing.
• Annualized Rate of Growth. An indicator of how quickly credit union assets were growing. The "annualization" refers to the fact that the growth rate is averaged over the course of a year.
• Provision for Loan Losses (as a percentage of Average Assets). Refers to the expense that is set aside for potential losses on loans. The credit union reserved funds to cover estimated future losses, with higher percentages indicating that the perceived risk of the loan portfolio was higher.
• Quarterly Membership Growth (Annualized). Benchmarks the percentage change in membership growth from period to period against peer and national averages.
Senior Management at USF Federal Credit Union
As a member-serving organization, the management and governance structure of the USF-FCU was complex, meeting the needs of various stakeholders.
The Senior Management Team consists of those employees charged with running the operations of the organization. The team is presented in Exhibit 2. In the two years leading up to early 2012, the Senior management team at USF-FCU had experienced significant changes. Among the key officers:
• Rick Skaggs, President/CEO joined the credit union in September, 2010.
• Miles Strickland, Chief Financial Officer -CFO, had joined the credit union in October, 2011, replacing the retiring CFO of several years.
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• The Senior Vice President, Bruce Koehler had been with the credit union for 25 years.
• Deborah Clark joined the credit union as the Vice President of Marketing and Business Development in April, 2013, to fill a void in that area.
• Gary Wahlgren, joined the credit union in June, 2013, to fill the newly created position of Assistant Vice President of Consumer Lending.
The Student Branch Proposal
One might refer to Dean Moez Limayem as the source, the impetus, the instigator, or just patient zero for the idea behind a College of Business student run branch of the USF Federal Credit Union. In December 2013, Dean Limayem convened a meeting with senior management of the USF-FCU in order to advance a novel proposal: that the Marshal Center Branch of the credit union be transformed into an operation run entirely by students. Limayem speaks of the role the College of Business plays in the community as providing more than dissemination of information. Limayem states that the college creates intellectual capital and produces graduates who are not only ready for today's workplace, but who are also trained to be forerunners in tomorrow's workforce. In short, we equip students with the skills and knowledge needed to take leadership positions in business and society. He also illustrates that the college of business students participate in internships, case competitions, and professional mentoring and networking opportunities impossible at many other business schools.
Moez Limayem

The Proposal
The proposal for a College of Business student run and managed branch of the USF FCU was inspired by what Dean Moez Limayem referred to as the strategic priorities of the College. He cited that student success is at the core of those strategic priorities and the heart of what we do. The emphasis is on helping students retain employment when they graduate. He stated that 96 percent of student's with internships or other relevant experiences simply get jobs at graduation. This venture with USF FCU is viewed by Limayem as a win-win scenario for bringing student talent to the credit union and an incredibly rich experience to the students involved in the process.
Limayem stressed the investment and commitment to the students. He sees this as being on the leading edge of providing students with real and challenging experiences while providing the USF-FCU with outstanding talent for achieving high performance expectations. His expectations include higher levels of performance from the student managed branch, including areas of service, marketing, member satisfaction, etc.
Perspectives of Senior Management
During a series of interviews, a variety of different perspectives on the possible student-run branch project surfaced. Summaries of these follow.
Bruce Koehler, Senior Vice President
Bruce Koehler discussed openly an initial vision for the possibility of a student run branch at the USF Marshal center. He presented a phased approach that included student involvement in their sophomore, junior, and senior years at the University of South Florida. As a sophomore, the student would be located at the main office of the USF Federal Credit Union and would be engaged in training that would include exposure to various job functions on a rotating basis. During the junior year, the participating student would be working in a specific credit union department while shadowing current employees. Finally, during the student's senior year, s/he would be an active employee at the Marshal Center branch.
Bruce Koehler saw a challenge with the full time demands of the student and the center. The branch must be open during normal working hours, and the student's schedule could likely contain courses during those hours. He suggested looking into a possible tag-team approach where some students would work in the morning while others worked in the afternoon.
Koehler also saw a benefit for the student engaged in the process through extensive experience in the service sector of the financial world. In addition he suggested that a supervisory committee, from existing credit union management, be established. It was also proposed that a student advisory committee be set up with a blend of expertise to give feedback and suggestions for ideas to improve service and performance at the credit union. He also mentioned that we would need input from many people within the credit union.
The staffing positions for the Marshal Center branch would ideally include five to six positions. There would be two tellers, one senior teller, one member services representative (msr), one account manager, and one branch manager. Bruce Koehler also questioned if the branch would be both manned and managed by students, concluding that it would likely need to be both. Bruce Koehler mentioned that timelines for training would need to be established and specific goals for each type of training established. A potential timeline suggested for teller training included at least one full time month of education and training followed by one full month of on-the-job shadowing and two additional months to complete the teller training.
Since students would be performing all typical financial transactions, any student working at the credit union would have access to financial records of faculty maintaining accounts. Students would necessarily be held to the same standards of privacy and financial regulations. Training has been typically done by position, and the same is expected for any students hired for the branch at the Marshal Center. He also suggested that training plans be established with potential course work and that cross training occur so that students could "backfill" other positions when needed.
Miles Strickland, CFO; and Deborah Clark, Vice President Marketing / Business Development
One of the first comments Mr. Miles Strickland made regarding the student managed branch at the Marshall Center was "what an awesome opportunity." Strickland also initially mentioned the idea of internships where students could work at the main branch first and then become tellers at the Marshal Center branch. He estimated that it would take three to four part-time students to fill one role (teller, member service representative, manager). Strickland expressed a need for a personnel person to coordinate the Informing Faculty, 2014, Vol. 2, No. 2, pp 1-12 potential staffing issues associated with several people filling one position. Lending authority, he said, may be one of the eventual challenges.
Strickland indicated that the credit union would need to build and continue to refine a business model along with hinting that it may represent a business within a business. Since students would obviously think like students, he was optimistic that students would be able to provide some potential help with strategic marketing perspectives. Strickland suggested that the credit union play on the strengths of the students (i.e., their majors, interests, previous experiences, and background) for selection and particularly placement.
Mr. Strickland also expressed the need to attract students, possibly as freshmen, and retain them after they have been trained. Miles indicated that this would likely be a three to five year plan. He also indicated that there may be the possibility of two teams working on competitive projects where the "winning" team would have the opportunity to deploy their project. The following year could involve yet another project or projects.
Debbie Clark indicated the above "projects" could be part of a brainstorming process. Even though the projects created may possibly be overwhelming to implement, they could possibly lead to strategic initiatives. She also indicated that it would be helpful for all of the students to gain an operational perspective of how "it all works." Students should know the intricacies of financial institutions and learn what opportunities are available in the financial community.
Strickland also expressed the need for a separate committee to add strategic value. For example students could reflect on the information technology capabilities at the credit union. The IT staff was targeting a 99.99% uptime rate for the credit union network. He indicated that a student with the appropriate background could investigate and potentially elaborate on the issues leading to the infrastructure necessary to achieve that desirable reliability. Eventually, this could also include a development environment to create applications for use with the Symitar computing environment.
Clark supplemented the above from Strickland by adding that students might be able to determine just how we might be able to develop the above. She also mentioned that whatever was done should be the "best in class." The students involved in this process could actually help the USF credit union to differentiate itself from others.
Clark then provided some additional information on universities with student involvement in university credit unions. The information is provided in Exhibit 3.
Gary Wahlgren, Assistant Vice President of Consumer Lending
Gary Wahlgren shed some perspective on the progression of promotions within the USF Federal Credit Union environment. During the 1970's, he mentioned, there were many more mid-level management positions within the industry and there were still few people that moved from Teller to Management positions. He also questioned just how we would be able to attract students to get involved in the process/program and what measures should be taken to retain students throughout their tenure at USF. There would need to be a steady pool of students (approximately 15-20 each year) employable at the Marshall Center branch.
Wahlgren indicated that it could take up to one year to train someone to become a productive member of the credit union staff. He mentioned training in the areas of ACH, Debit, Check, and Preauthorization transaction processing. One of the questions he posed was just how the training should proceed. He indicated that the USF Federal Credit Union historically focused formal training on teller and new account operational functions and is expanding training to a universal concept which will offer an accelerating training module in many areas.
Training would be an ongoing and challenging requirement for both students and management. There would need to be specific knowledge in areas such as banking regulations, operations in the banking industry, Bank Secrecy Act (BSA), Suspicious Activity Reports (SARs), etc. Wahlgren anticipated about 25 different modules for training that would need to be applied to all credit union employees, including the students manning and managing the branch at the USF Marshal Center. The format for the training would need to be determined.
Wahlgren also said that a decision should be made with regard to who would be responsible for which training. 
The Decisions
From his own perspective, Skaggs maintained his cautious optimism when discussing some of the detailed issues associated with a student run and managed USF Federal Credit Union branch at the Marshal Center. He expressed that one of the first concerns he would need to address would be the apprehensions of existing credit union staff at the Marshal Center. He felt they would be worried about what would happen to their positions within the credit union. Skaggs also knew that there would be issues with liability, bonding, and of course regulatory issues. Although those issues would be the same for any credit union employee, he surmised that some concern may arise from faculty and staff at the university regarding the disclosure of their financial information to students. Just how comfortable would a faculty member be in giving a "C" to someone who manages their money?
Rick Skaggs spoke about the need for job enrichment in the positions available. For example, he said, everyone will not be a branch manager in a year. Skaggs indicated that another type of position might be more feasible, with a broader role requiring cross training. It may be possible to have a "Universal Representative" rather than just a teller role or just a member services representative role. The new role would participate in many functions, including opening accounts and even making loans.
All of the student functions would require some oversight for a period of time. Skaggs felt it was important to have employed students involved in an advisory board for the Marshal Center. This would not be a governing board, but would advise the credit union on issues regarding business development opportunities within the university. Skaggs also stressed the importance of having a faculty advisor involved in the entire process. There should be a relationship between the branch and the main office (just as there is now).
Skaggs recognized that there were three sets of stakeholders for this project. The College of Business, the USF Federal Credit Union, and central to credit union philosophy, the Credit Union Members. Assuming that the project goes forward or at least determining if it should go forward, several decisions would have to be made, including the following.
